point is that part of an organization responsible
for requirements determination, acquisition,
distribution, and technical services relative to a
designated range of commodities or components.

The typical NICP is functionally aligned, that
is, divided into several major operating entities,
each contributing to the overall mission. Although
other elements such as manufacturing, mainte-
nance, or warehousing may be collocated, the
functional elements of the NICP itself usually con-
sist of a supply unit, an acquisition unit, and a
technical unit. Though the specific structures and
titles within individual elements may vary, func-
tional areas tend to be subdivided along commod-
ity lines, with a management information system
supporting this substructure.

In theory, the sum of all of the logistics
disciplines equals a total support package for the
organization. In actual practice, it is the rare (and
well-funded) organization that doesn't have at
least a little disharmony among functional areas in
logistics support. The following accusations are
typical. Maintenance people claim they could do a
much better job if they had the proper parts. Sup-
ply maintains that it could provide better support
if maintenance would forecast properly. Acquisi-
tion managers say they need earlier and less flexi-
ble requirements from supply in order to deal

effectively with contractors; and, according to the
technical and engineering people, they could pro-
vide accurate data if the operations and design
people would quit changing the hardware.

Implicit in such functionally oriented com-
plaints are two messages. First, all the means
necessary to complete the logistics job are not
available to any one functional element; second, a
"completed" job within many portions of the
logistics structure occurs not when the customer
gets his part but when a properly completed piece
of paper leaves one functional area headed for
another. To some extent, these and similar prob-
lems of goal congruency and communication bar-
riers between the various logistics disciplines are
present in the current structure of all military
NICPs. Some understanding of them is necessary
as a frame of reference for the materiel manage-
ment organizational proposal which follows.

Goal congruency. In order to overcome the in-
fluence of conflicting factors outside its control,
each functional area in a typical NICP appears to
have developed objectives designed to measure its
function somewhat independently of the other
disciplines. For example, supply may have a cer-
tain customer "fill rate" as its primary goal and
minimizing aging backorders as a secondary goal.
Acquisition may have as its primary goal a
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